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11.0 INTRODUCTION
1.1 that is a Mana einent Information System?
At the outset, it is desirable that we define
our understanding of a Management Information System
The following are some observations from the United
l
States Society for Management Information System:
a) MIS implies control, but this control is only
made possible by the availability of information. In
other word, i-IIS requires a body of information to
whichana.eent reacts or with which it interacts.
b) MIS uses inforniation about how an organization
performed in the past and how it is performing now to
help decide what to do in the future.
c) MIS is based on files(also called data base)
rather than on current transactions alone.
d) MIS actually describes the interaction between
manaement and an information systeral.
The United States Society for Management Infor-
mation Systems, "what is a Management Information
System?" Research Reort No. 1, 1970.
2e) one o:1 the basic goals of MIS is to permit
management to ask for different kinds of information,
at various times, in unpredictable combinations. An
inquiry can either be predefinable or non-predefinable.
MIS deals with non-predefinable inquiries.
f) Business organizations are organized on a
hierarchical basis. people are good at organizing
such systems. In large organizations, top management
becomes isolated, leading to situations where rational
decisions become extremely difficult to make. T,iost
systems are inherently designed to provide action and
information downward but are poorly organized and very
people-dependent for transmitting information upward.
The desirable objective is to use MIS to permit infor-
mation to flow up to the top, so that intelligent act-
ion can be directed downward.
g) One of the problems in organizing an inform-
ation system is that the managers at the top tend to
be interested in dealing with people. It is only near
the bottom that we find workers who relate to objects
and machines.
h) In the initial design of 1,ITS, an attempt is
3made to analyze requirements. Failing in this task,
a common practice is then to put as much information
into the data base as possible, hoping that sheer
quantity will help solve the problem.
i) Discussions of TlIS over-emphasize information.
The assumption is made that if enough data flows
through the organization quickly enough, problems will
automatically be solved. The information system will
then have fulfilled its charter. However, the real
problem is that of providing the right kind of infor-
mation, not simply that of making more information
move faster.
j) It is a general assumption that MIS must be
computer-implemented. If a computer is not involved,
it is not, by definition, a management information
system. Consequently, such systems differ fundamen-
tally from manual systems.
k) An information system is not MI3 unless it
orosses one or more organizational boundaries.
1) Too many descriptions of MIS are technology-
Oriented and ignore function.
m) One of the common attributes of MIS is that
4the user must be able to interrogate the system and
interact with it. Interaction permits the user to
obtain an answerer by a series of interactions.
Consequently, the concept of interaction with a data
base, with several ways of gaining access to it, is
an intrinsic aspect of Mls.
Of the many definitions that vre have read, we
prefer the one given by M. H. Schwartz, a founding
Co-Chairman of the United States Society for Ilanagement
Inf ormation Systems
An MIS is a system of people, equipment,
procedures, documents and communications that
collects, validates, operates on, transforlms,
stores, retrieves and presents data for use
in planning budgeting, accounting, controlling
and other management processes for various
management purposes. The data concern people,
money, physical assets (rlmaterials, equipm:nt,
and plant), and other resources that are
employed in the fulfillment of the organization's
objectives. The operations and transformations
include recording, comparing, reconciling
tabulating, summarizing and mathematically
analysing. :information processing systems become
management information system as their purpose
transcends a transactions processing orientation
in favour ofla management decision-making
orientatiin.
The United States Society for Management Infor-
mation Systems, op. cit., p. 23.
5The significance of the word system in the
expression Management Information Sy stem is that
the people, equipment and other elements of the system
are interrelated parts of a co-ordinated whole. A
special word for co-ordinated whole is integrated.
Integrated, like co-ordinated, is a word that embraces
a continuum. An information system increases in
intergration as it flows more smoothly and more auto-
matically, and as the interfaces between the parts
become efficient and effective. Each management
information system within an organization would be
as nearly fully integrated as economy dictates.
It is evident from the previous statements that
management information systems are not necessarily
electronic. The optimum total system will normally
contain some sub-systems which are wholly manual in
operation and some which employ electronic data
processing entirely. Between these two extremes are
the mixed systems.
Anotner observation that can be made from the
composite of these statements is that: there are three
levels of management information systems, representing
6levels of capabilities, and also a sequence of deve-
lopment.
The first level uses data already available
within an organization. This permits management to
ask questions about the company's current performance-
-what is it now doing? Such systems usually generate
reports which use the output from an existing company
data processing centre. I1IS permits convenient access
to information which is already available.
The second level of MIS uses data already col-
lected to project future business situations. Tech-
niques of trend analysis and simulation can be used in
attempting to.predict the future consequences of deci-
sions. Access and interaction become important, so
that the attributes of computer technology also become
important.
The third level, which is essentially the model
that seems to typify the aspirations of I.IIS, is a
sophisticated system in which computers are mandatory.
Predictions of future trends and decision-making are
based on a universe that includes not only a company
and its immediate competitors, but also the entire
7industry--perhaps even the overall economy. Such
systems are not in existence now, although there is
evidence that portions of such systems exist. IVhere
are we in the development cycle for providing the
first, second and third level of information systems?
1.2 Evolution of T-.Ianagerlent Ins ormation System
The purpose of a management information system
is to provide the key information required for manager-
ial decision-making at optimum speed and minimum cost.
There was a stage in the development when all the
accounts of a bank could be kept in one ledger.
8As banks grew and the ledgers became cumbersome,
certain blocks of accounts were put into subsidiary
ledgers and only a running total of each set of sub-
sidiary accounts was kept in the main ledger. Though
these sets of subsidiary accounts were mechanized
with conventional book-keeping machines, part of it
still involved a manual system, since each entry was
made by a bookkeeper whether he.used a pen or a
key-board machine.
c/A
9The growth from the single ledger concept to the
multiple, manually posted system of a general ledger
and subsidiary ledgers took place over a long period
of time. In that enviornment of slow changes, steady
but unspectacular growth, and stable systems, senior
executives were conversant with all of a bank's activities
and found decision-making comparatively simple.
In the 1950's, banking, as an industry, began to
change faster than ever before. Hong Kong, which was
in the process of changing from the entrepot of South
China into a manufacturing centre, did not escape these
world-wide changes. The most visual trend was the
changing composition of deposits, the contrasts of the
relative growth rates of demand deposits with that of
savings and time deposits, and the development of
branch banking. Growth was extraordinary, and the
Hongkong Bank, for example, which had only four local
branches after some seventy-five years in business,
grew from four to thirty-six in the years to 1965 and
today has ninety group branches in Hong Kong. The
proliferation of branches meant that information
relative to the Bank's accounts was spread over a wide
10
area for staff in the Main office to collect and
collate information to answer a specific question
from management took time and was, very often, not
feasible.
By the mid-1930s, these time lags had reached
such proportions that there was often insufficient
time to collect the data one required to male parti-
cular decisions, and service to the public was
deteriorating significantly. Therefore, it was
necessary for bank Management to search for a device
to cope with the above trends. Electronic Data
Processing (EDP) systems, in a rather short period of
time, have progressed to a point where they are increas-
ingly being used as the basis for improved and highly
efficient business data processing. Bankk management
realized that an efficient method was necessary to
maintain the detailed records required in the many
bank-depositor relationships thus they were tempted
to adopt computerization. They also recognized the
fact that by introducing the necessary mass-production
techniques in handling monetary transfers, they would
be free to elveore personal service in otherstDects
11
of banking which were more significant. However, the
introduction of the computer can produce quite dramatic
changes in the bank situation, e. g., in the organizat-
ion of clerical work, in information and control funct-
ions, in the kind of work the staff is required to
perform, and in the number of clerks and managers
needed to do this. Often the management concentrates
only on technical factors and ignores or fails to
understand the organizational or social consequences
of a computer-based management information system.
1.3 Purpose and Scope of This Thesis
Will computerization pring aeouL a 1eve1 01 un-
employr.lent to rival the depths of the Great Depression,
or will it herald a new era of labour storage? Will
it result in the total regimentaion and dehumanizing
of the corporate employee, or will it liberate him
from the grinding monotony of repetitive work to
challenge his creative and intellectual capabilities?
Will it produce More--or less--centralization of man-
agement more--or less--responsibility and job satis-
faction for the corporate manager?
12
This study--let it be stated at the outset--does
not purport to provide the definitive answers to these
questions. Rather it seeks to evolve a conceptual
scheme, or model, from the empirical evidence of THIS
case histories.
The commercial banking system in Hong Kong was
selected for investigation. There are three main
types of banks in Hong Kong from the viewpoint of
nationality of ownership: the Chinese, the British and
the American banks. Different types of banks have
different organizational structures and different
emphasis on the role of MIS. Thus, we shall study
the different organizational structures among these
banks, the importance of MIS within the bail..-s, whether
or not the banks have well-rounded information systems
at present, and then m8JLe a comparison of the three
types of banks with respect to these areas. Lastly,
we will attempt to organize a system for the Hongkong
commercial banking environment.
13
1.+ Research Ile thodolo
Cur research for this thesis involves a selecteci.
literature review and field work conducted locally.
a) Literature review--computers for management,
study of organizational change have been popular areas
of study for many social scientists. What i- ill be the
future impact of the computer upon the structure of
organization? William 1-4. Zani, in his blueprint for
PIIS1, claimed that most companies have not conceived
and planned their management information systems with
any significant amount of attention to their intended
function--supporting the manager as he makes his
decisions. As a result, companies have been dis-
appointed with their systems, and have tended (quite
unfairly) to discount the value of the IIIS concept in
general. Thus, the literature review ^rill serve as a
theoretical framework and stepping stone for us to
study and examine the real situation of the banking
industry in Hong Kong. This phase of research was
conducted mainly in the libraries of the three
rJ111ia a Ii. Zan!, Blueprint for I,IIS IP 'Harvard
Business Review, November-December, 1970, pp. 95-31-00.
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foundation colleges of the Chinese University of Hong
Kong, the University Library o: the Chinese University
of Hong Kon and the Hong Kong, University Library.
b) Field work--since we shall be examining three
types of banks in Hong ion, two selected banks from
each type will be studied. Through Dr. John Espy and
our ovin personal contacts, interviews were arranged
with these six- banks. They are The Hongkong and
Shanghai Banking Corporation, The Chartered Bann, The
First National City Bank, Bank of America NT CC SA,
Hang Lung Bank Ltd., and Union Bank of Hongkong Ltd.
A set of questionnaires was designed1 as a guideline,
and in-depth interviews were conducted. In most cases,
we were introduced to the officers responsible for,
or in charge of the 1115. A summary of the persons
interviewed is presented in Table 1.l. The
duration of the interviews ranged from one and half
hours to two hours.
See Appendix A
Table 1.1: SIT1,24AARY OF THE PERSONS INTERVIEWED






1.5 Limitations of The Thesis
On the whole, the responses we obtained from the
banking officials were fairly satisfactory. e were
-restricted to some degree, however, in our work, since
most of the bankers consider their FTIS to be very con-
fidential. 1.Ioreover, so.-:me of the llS procedures are
very technical, and this type is not included in our
study. Finally, since no one else has done any
research in this area, there is little literature





2.0 ROLE OF TIS IN THE LAME'
2.1 Functions in a ilanaement Information System
In Table 2.1, the functions in a Management
Information System are depicted. Different types
of information relating to sales, production,
finance and personnel are the inputs of this system.
These inputs are processed by means of the manage-
ment sciences, e.g., forecasting, planning, oper-
ations research. Then decisions are made,
strategies and flans are formulated. Lastly, the
activities (or outcomes of plans and strategies)
are recorded to compare against plans formulated,
as v,iell as to update the original basic information.
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Table 2.1: FUNCTIONSIN A I411NAGEMENTIN ORIIATION .`SYSTFTEM1















Cost controlDe tdil ed
JDECISIOi
Finance OPeraschedan Finance
Transactions Budget and actualsLedgers Resource Costing recordsCost data allocation StatisticsStatutory requirements Accounting records
Resources Statutory accounts
Labour LabourEmployees Payroll-to gross wages
Labour speeifcations Labour Labour analysesWage rates requirements Gross to net wagesEarnings Leavers and joinersAllocations Cost records andCosts allocations
jETATLEEDPUANNIING
1 Institute of cost & works accountants ,"Ianageuent
74 Information systems and the Computers,"1967, P.S.49
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2.2 Role of Management Information system in the
Hongkong Banking System
As expressed explicitly in the definition, a
management information system is to centralize the in-
formation with the bank, so that data and information
will be easily accessible to upper management for
decision-making, For a bane with numerous branches
and growin prospects it would be time-consuming and
costly to process basic information manually. The
complexity and multiplicity of work has made necessary
a more efficient way of handling these data and this
information. Thus the comuter has become widel used.
A computerized information system Gives informat-
ion relating to
a) Demand deposit account-in uir.stem--tile computer
System performs the account maintenance involving
operations to
i) update current ledger balances by
matching and posting debits and credits to the appro-
priate accounts.
ii) note and refer all irregular transactions
such as cheques drawn against insufficient, held, or
19
uncollected funds, stop payment suspects, dormant
account activity, unpostable items, activity against
refer accounts and large items.
iii) adjust uncollected funds for new deposits and
down-date existin[ information.
iv) assemble information for a daily transaction
journal and a trial balance of all accounts.
v) assemble information of those accounts for
which statements are to be prepared that day.
vi) accumulate various statistical and control in-
formation such as input controls, general ledger
controls, status of stop payments.
vii) update. account analysis inforuation.
viii) update an aggregate account balance to be used
for computation of average monthly balance.
ix) change account records on introduction of record
change information such as service charge status,
address change and so forth.
The data are then output in the form of printed state-
ments or a statement action tape. The printed state-
ments include
i) trial balance or status report.
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ii) transaction journal,
iii) a report of all exceptional items including
cheques drawn against holds, dormant account debits
and other irregular items,
iv) other reports containing information on
holds and stop payments and accounts with zero balance,
etc.,
v) periodic reports.
b) Central information system--The bank central
information system permits bank personnel to examine
quickly all facets of a customer's relationship,
because the complete record is immediately available.
The automatic information file can quickly determine
whether a particular individual does any business with
the bank and, if so, which departments he uses and
which types of accounts he has. Besides, several other
types of information can be obtained from a central
information system, such as
_ i) current balances in both chequing and
savings accounts, together with any rlhold'' orders or
stop-payment notices.
ii) unpaid balances on any outstanding loans
21
and information about any delinquencies.
iii) accrued interest to date in loans and
pay out accounts.
iv) status of a customer's trust account or
investment accounts
Other types of management information which an
automated central information sstem can provide are
i) the total actual and contingent liabi-
lity of a certain customer.
a.i) the bank:'s present cash and reserve
position.
iii) the total number of chequing and savings
accounts and the average balances of customers
residing in a particular census trade.
iv) others.
c) Installment loans--outstanding loan balances
are updated as installment payments are made, delin-
quent payments are flagged, and service charges and
penalties computed. The computer enables management
to know the costs and profitability in connection with
the various types of loans, the individual loan per-
formance records of each of the bank' s lending officers-
22
and many other types of management reports which will
permit the management to decide whether specific re-
quests for loans should be granted or rejected.
d) Cost accounting--the computer provides infor-
mation for the development of better cost control
systems. The computation of the total cost of opera-
ting a bank and the proper allocation of expenses to
departments and functions can be accomplished by the
computer in a muchuicker and more efficient manner.
e) Asset managerment--the computer aids in asset
management formulating models which indicate the desired
ratios between the various components of the balance
sheet. In the es tablishr-,Zent of an asset management
program, weighted values are given to both the inter-
nal and external characteristics of the bank. The
principal internal factors are the reserve requi re-
talents, the structure and the nature of the deposit
accounts, the trend in loans, the capitalization, and
the scheduling of income. The primary external
factors are the general economic conditions, including
the community and trade area served by the bank, and
the open market oerations.
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f) Capital investment decision----the decision
involve computation of the average rate of return,
cash floN, estimated future earnings, depreciation,
interest costs, present value of future payments,
physical deterioration, obsolescence, estimated re-
coverable salvage, and other similar factors.
Capital investment proposals for banks may be made
for many different purposes, such as new, remodeled
or enlarged banking quarters, new branches, and
equipment replacement. Sometimes a decision must be
made as to whether it is better to buy facilities
outright or to rent.
g)Karket research and follow-up--this permits
bank management to Emide the efforts and evaluate the
results of its business development personnel. Coded
data from census reports of each district's market to
potential market are sorted in memory tapes by a
number of relevant classifications. The potentialities
of banking services in the bank's trade area are then
examined.
h) Personal utilization--a system of punched cards
for personnel classification is coupled to the computer.
24
It can be used to locate the individuals of certain
desired characteristics, classifications and
abilities, and can pre-determine a schedule of how
many tellers are required at various locations to
render satisfactory customer service at each hour of
the day on the various work days of the week.
iith the information syste i computerized, infor-
mation flow will be more efficient, and this will
facilitate the operation of the Bank. the following
tables show the organizationed structure of EDP total
bankin sstem.
25
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B. Hartman, "ysteriis Theory Systems& SystemsDevelopmentment
of Computer-Aisws MIS" Information for Systems for Managent
Conference (Hong Kong: September,
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Table 2.3: THE POSITION OF EDP IN THE ORGANIZATION1
President
lusinessEDP System Operation1Divisions Headquarters aria
Analsis,
Separate organization chart of .1'JJP
B CA GE FD
Divisions have owwn EDPif required for
decentralized appsications, e. g.,
research, production.planning and
control divdision systems analysis andIEDP LDPEDP
design are supervised by EDP system
headquartert., per.ferforming as a central
information systen.
System AnalysisEquipment and Design
Ibid.
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3.0 THE CHINESE BANKS
3.l Formal Structure
At first glance there seems to exist a clearly
defined formal structure within the Chinese banks.
The decision making processes follow this signifi-
cantly hierarchical structure. Table 3.1 is a
schematic of the identified formal structure of the
banks.
1 The information in this chapter about MIS in
the Chinese banks in Hong Kong Teas obtained through
our interviews.
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The four streams indicated in Table 3.1 re-
present the commercial banking (lending), trust, in-
vestment and administrative services (operation)
functions of the banks each has a range of unique
responsibilities and a defined hierarchy. It appears
to be practical, even preferable, for each of these
functions to operate independently of the other in
the majority of situations. The appearance, hoxever,
is misleading virtually no decision is made in one
functional stream which does not either require
information ,,,hich is common to the other streams, or
has repercussions on them. Therein lies one of the
significant operating problems, of the banks.
3.2 What does 1,lanagement Information System mean to
the I,1ianagement in the Chinese Bank?
Planning and decision-making are the most im-
portant functions of the banks. Decision and plan-
ning based on certain and correct information may
reduce risk and increase profitability. I,.Iuch of the
information is derived internally from the various
operations. The banking crisis in 1965, which
30
caused two banes to fail and drove another to liqui-
dation, may have been another driving force for the
development of a good control system in the banking
industry in Hong gong. After the crisis, many banks
began to become aware that proyer management control
is essential to second banking operation and manage-
ment.
The Chinese managers interviewed define the
essence of management as the making of decisions,
basically on three principal levels: (a) strategic
planning involving long-term objectives and
corporate policy (b) management control concerned
with tactical goals and their achievement- w'within
that corporate policy (c) operational control
entailing day-to-day decisions for the accorlplish-
raent of specific tasks. All business decisions,
and in particular good decisions, presuppose
adequate information and as the enviroment in which
decisions are made becomes more competitive and more
complex in both substance and volume (and hardly any
industry can claim that it is exempt from this
trend) the quality of the decisions .lade must improve
31
correspondingly and reduce the margin for error,
especially at the top management level. It follows
logically that the information on which decisions
are based must also become "better." however, in
trying to define what is in fact better inform-
ation, they suggest that they are having quite a
problem, and it appears to them that all too fre-
quently it is being side-stepped either by excessive
generalisation ('better information is up-to-date,
or integrated, or complete information") or by too
intense an investigation into one isolated aspect
of the information process, which ends in the per-
fection of a tool at the expense of the utility of
the whole system. The assessment of the quality of
the information needed (or obtained) must obviously
use criteria drawn from the particular business en-
vironment in which the decision has to be made, from
the framework of the decision, and from the personal
characteristics of the decision-maker. The latter
is important if we remember that, as opposed to data,
information is raeant to affect the behaviour of men.
Information must suit the manager's style of manage-
32
ment or it may remain data (i. e., not acted u ion)
or may result in less than perfect decisions
(i.e., acted u on, but wrongly so). When seen in
the light of these preconditions the term "fast
and accurate"used in conjunction with Winfor-
mation become very relative indeed--and thus a
problem and continuing challenge for the developers
of efficient information systems. To put it
another way, information is needed by a particular
manager for a particular decision at a particular
time--and this is the very foundation on which in-
formation systems should be built to have utility
is, the Chinese managers believe, such a subjective
question, that management science and organisation
theory will have to provide subjective answers and
not objective general rules. They suggest that
there is still a great need for further refinement
of the state of the art through the development of
more sophisticated tools and further studies into
the remifications of the decision-making process.
In other ,words, they need further advances in how
to deal with both technology and people to make
33
management i n±ormation systems acceptable and use-
ful in every level of decision-making. They
realise of course that the science they are talking
about is still in its infancy and they do not want
to be unnecessarily critical, but merely try to
show what tasks they believe still lie ahead.
bile have heard it said that the present problem
facing management information systems is the avail-
ability of third-generation hardware, second-
generation software, first-generation analysts,
and zero-generation managers.1 Accepting the
risk of being called conceited, they disagree with
at least part of the statement and would rather say
that hardware, software and analysts still are un-
able to met the information needs of many modern
managers, although it may also be true that many
managers are unable to use what is being offered to
them. They find all too frequently that projections
lLee Pryor, Time Sharing at this Point in
Time,11 Journal of Data i anagement, mAY, 1969, P. 30.
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and forecasts prepared by information service
companies or company research groups using modern
equipment and management science techniques do not
go beyond a presentation of figures and statistics,
i.e., data that remain superficial. They feel that
often they can obtain the essential information
themselves much more easily and economically,
through the old-fashioned way of travelling person-
ally around the world and listening to other rlman-
agers in similar positions. Although we are told
that the human mind is incapable of dealing with
many variables at once, the managers we interviewed
were rather sceptical that it can be replaced yet
by equipment, and people working with it, when it
comes to assessing the ruble ties, probabilities,
vagaries, and uncertainties of, say, political
developments over a period of time. Personal
intuition and experience seem still to be major
factors. On the other hand, a continuous need
for upgrading and improving equipment and tech-
niques (as technology and knowledge progress) are
unavoidable for competitive reasons alone, and
35
the decision may then not only involve the optimum
quantity of information to be supplied, but also
the optimum quality of information in economic
terms. Can the management scientists or infor-
mation specialists tell top management clearly
ti-rhether the additional second in the speed of in-
formation, or the additional factor added to a
set of data to improve accuracy in the information
supplied to decision-makers justifies the addition-
al expense required to produce it. It is very well
to ask that top management be involved from the
conception of systems through all stages of deve-
lopment thereafter, but top management in turn must
ask that systems personnel provide sensible answers
to the question of not only how will it work? but
also how much will it cost to make it work? and
what do we gain by making it work? before such
involvement should reasonably be expected.
To sum up what they have been trying to
explain from a manager's view of the present
status of management information systems
a) No doubt iIS has already proven that it can
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significantly improve some aspects of the management
function (the control areas) and, by improving
organization and communication, increase efficiency
and reduce marins for error.
b) Management information systems are still
weak and require improvement in tools and perception
to be of assistance in
i) management functions exercised at the
top level, primarily the strategic planning process;
ii) in business environments that are
principally dependent on data outside their control
and that must base decisions on long-term trends;
iii) in adapting sufficiently well to
differences in personalities and style of decision-
makers;
iv) in perhaps not having paid sufficient
attention to the economics involved in a commitment
to systems in the effort to sell the systems approach.
Vie are told that progress is being made on all
fronts to remedy the causes of existing systems,
difficulties, and as time goes on maybe we shell
witness the full transformation of business into a
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science that disseminates perfect information,
Makes flawless decisions and eliminates error and
risks. However, for the time being, managers still
appear to be needed and can serve a purpose despite
their human frailties.
3.3 Present Information Structure
JAt present, different departments maintain
their own records of transactions. ':'-!hen top rm, an-
a ement require any information, they just approach
the departments concerned. In other words, each
department has its own filing and recording in T 'or-
oration function. However, as growth and expansion
continue, a centralized department like a Statistics
Department will have to be set up to aid management,
in this respect. This department will be a data
centre, collecting data and information from
different departments, and processing these data to
meet top management's requirements.
An important phenomenon to note in the Chinese
banks is the spectacular development of the auditing
syste, which they believe is one of the effective
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control mechanisms to elirlinate further risks in
the banking industry. Figures and statistics that
have been audited will reflect the true operational
status of the banks. To them, the auditing system
is practical, viwrhile I,1lla is a sophistication.
Furthermore, with respect to the present volume of
business, they feel that it is not cost-justified
yet to install computers, and in order to have a
well-rounded IIIS, a co ciputer is an essential.
-Robert Sosa, in his article fIlIu ian Element in
Operations (l',anagerlent) Audits,' deines Management
Audit as
... a comprehensive examination of an
organizational structure (or one of its
components), of policies and objectives,
financial and other controls, mode of
operations and stewwward-ship of human and
physical resources.'
I Robert Sosa, Human Elements in Operations
(management) Audits, The Internal Auditors, XXII
(Spring, 1965), p. 32.
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In similar fashion, williarm F. Smith said
Operation Audit
... is a review of all those activi-
ties checks and balances, procedures,
reports and devices which permit a rianager
to carry out his primary function-
achieving the established goals of the
organization.1
william F. smith,"An Audit of Marketing
Function-Creativity Revised." The Internal Auditors,
KXVII,(july-August,1970),p.14.
40
4.0 THE BRITISH BANKSl
4.1 The Change to Computer-Based Central Information
File
During the early 1960s, British banks were
already undergoing the change from a conventional
ledger-based account record system to a computer-
based central information file. The change proce-
dure was as follows
a) Feasibility study--in the early 1960s, banks
in America and Europe were experimenting with
computers, and the local British banks began to
collect information on their experiences during
visits to Europe and America. In the mid-1960s,a
preliminary report was produced on the experience of
imerican and British Banks with computers and their
possible application in the main accounting areas of
l The information in this chapter about MIs in
the British banks in Hong Kong vas obtained through
our interviews.
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the local British banks. At that time the Savings
Bank system in all their branches was based on a
machine in use since before the War, hich was
beginning to prove cumbersome in dealing with the
large number of counter transactions. In the main
branches, Current Accounts were maintained on modern
bookkeeping machines using a magnetized ledger card.
The continuing growth in business necessitated a
proportionate growth in the number of machines in
each branch, and it was becoming physically im-
possible to accommodate additional machines and staff
as their business grew.
The decision was made then to establish a Research
Department, and their first task was to carry out a
feasibility study, wherein the Study Group was to
e famine the routines of the Main office and Branches
and m d e recommendations for the installation and
use of a computer if they concluded it would result in
i) a worthwhile reduction in the bank's
operating costs.
1i) appreciable lessening of the space
problem in branches, with a consequent saving in rents
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or in future building expenditures.
iii) an imrovement in the speed and
efficiency of operation.
It was accepted that a computer system must achieve
these three goals if it was to be accepted as
feasible.
For. all banking systems would be cost justi--
fied, and the initial study would confine itself to
those areas of large volume, highly repetitive work
where improvements could be achieved rapidly. It
was accepted that there could only be a cost justi-
fication for the bookkeeping aspects of any new
System. The value of an improved information flow
cannot be realistically costed, although there is
no doubt that improvements in the availability of
information enable .Management to make more timely
and effective decisions.
The first stage of the study was in two parts.
First, inforrlation was gathered on other banks'
experience with computers, the areas that they found
most appropriate for first applications, and an idea
of the equipment they used, their sstems and their
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operating costs. Most of this Information was
freely provided by the computer manufacturers' re-
presentatives in Hong Kong, but visits were Made
to banks in other parts of the world, principally
Japan and England, to see systems in actual oper-
ation. Concurrent with this study of other bank's
EDP experience, a survey was made of the volumes of
work over a period of ten years in the high-volume
departments of the Bank, and flow charts were
developed to effect this work.
By the second quarter of 1965 the Study Group
was able to report to their l,ianagement Steering
Corimittee that there was definitely a case for intro-
duc'ing computer systems for Savings, Current Accounts
and Inter-Branch Clearing of cheques. The Study Group
was given the go-ahead to prepare a Job Specification
for presentation to manufacturers.
The specification took four to five months to
prepare, and during its preparation there was a
continual dialogue with management and branches, on
the one hand, to refine their knowledge of current
systems and requirements for new systems, and on the
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other with the manufacturers, to discover what
computers could do for banks and ghat was antici-
pated in the future.
The final draft of the Job Specification was
presented to management in 1965. Multiple copies
were presented simultaneously to the representatives
of five computer manufacturers in Hong Kong.
Proposals from the manufacturers were received and
evaluation began. As the evaluation progressed,
one manufacturer met the requirements for support,
for tieing and for experience in the particular
applications more than the others, and this manu-
facturer was the eventual choice.
b) Planning--up to 1965 the changes in record
keeping in the British banks had been from hand-
written ledgers to boo1dzeeping machines, and then
to postronics. These changes were, in effect, the
equipping of ledger-keepers with labour saving
devices to enable them to increase their output.
The resulting changes had merely been one of volurmE
and technique. Computers replace rather than assist
staff in routine operations and the decision to
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install a computer for accounting purposes in the
banks was recognized as one which would involve
organizational and systems changes more fundamental
than any made previously, e.g., the "horrort"
stories of staff being declared redundant as a
result of computerization were well known in Hong
Kong there was certainly some apprehension when
staff learnt that computers were being investigated.
Because of these very fundamental changes, the
apprehensions of staff were understandable and a
programme of appreciation lectures for all levels
of staff were planned as a first stage in their
implementation. They had discovered that the
general experience of banks overseas was a reduction
in the growth of staff rather than a redundancy.
In the feasibility study it was estimated that a
future growth of some 1,200 people over a period of
three years would be reduced to a growth of only
700 people if computers were introduced, and that
there would therefore be no redundancy. On the
other hand, the introduction of a computer would
create a number of new jobs requiring skills vihich
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could be taught to existing stag and would enable
therm to move into more interesting and rewarding
work.
Amongst tflese new functions were those of
systems analysts, programmers and computer operators,
and a decision was made and announced to the staff
that with the exception of a small nucleus of
experienced expatriates who would be taken on for a
limited period from overseas, all recruitment of
such staff would, whenever possible, take place from
within the organization. A general circular calling
for volunteers was sent out to all levels of junior
executive, supervisory and clerical staff and several
hundred volunteers took aptitude tests for programmer
and operator work. Staff who did well in these tests
were given an interview, and those who were success-
ful were short-listed for employment in the new
specialist sections as they were established.
lne cteclsion to employ, vvnerever possible,
internally recruited staff did mean that there zoud
be delays while these staff members first were
trained and then got experience in EDP work. However,
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this disadvantage would be off f set to some extent
by the fact that all these staff members would
have had experience of working in the Sank, and
would not be regarded as outsiders by their col-
leagues in conventional banking departments. On
the EDP Project Team, thirteen of the nineteen
executives and Analyst's had b inking experience,
as did all the operators and programmers other than
the Chief Progammmer. The non-bank executives also
included the Project Manager and two analyysts.
A Training Programme w,, as drawn up in co-
operation with manufacturers, and to avoid the
problem of some stal'z being trained too far in.
advance of when they i ere needed for their new
Jobs, a simple Critical Path .Network was developed
for the Project.
Later a decision was made to use a variety of
PERT called PPACT (Project Planning and Control
Technique) for the overall control of the EDP
available in Hong Kong that could process a PERT
network of the size they had, and processing was
done in London
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Eacn o tnese sub-charts represented a parti-
cular area of responsibility and the organization
of the project team gave specific responsibility
for each sub-network to a particular person.
The very first stage in implementation plan-
ning was that of systems analysis and systems design.
The three applications that had been chosen were
Current Accounts, Savings Bank and Branch Clearing.
These were the areas with the highest volume of
repetitive work, and also the areas in which banks
overseas had already had the most experience.
The job specification given to the manufacturers
had made it clear that the ultimate aim of the MBank's
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computer operation was a total integrated system
providing complete information for managcment on
the operation of the BanK A ILIanagement Inform-
ation System in a bank or in any other undertaking
with a large volume of records is rather lime the
tip of an iceberg. The tip cannot exist without a
very large base of integrated information to sup-
port it, and in this case the iceberg was to be
a pyramid of integrated information systems built
onto a base of their customers' and internal
accoun .s. (refer to table 4.1) ''that banks wanted
was some way of getting all the accounts back into
one place, as in the early days when banILing was
very much simpler and on a much smaller scale.
This was of course a physical i:lpossibility, until
computers made it feasible to store enormous
quantities of information in one place readily
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1 Michale W. Boud "Moving from Manual to E.D.P. Systems
A Bank's Experience, Information systems for II a Orne t
Confernce,(Hong Kong:H.K.M.A.,)september,1971.
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The Savings Bank system is a real time, on
line system with terminals in every branch, con-
nected over private lines to the computer centre.
Initial planning for the first application there-
fore had to involve only the physical planning
of the computer room and its equipment and systems
designs and implementation, but also a private
line-network to branches and the installation of











c) Implementation-- the installation of an
organization's :first data processing system causes
changes in the organization more fundamental than
anything else that may have occurred previously.
There are very real problems in organizing change,
problems of staff,. motivation, training, physical
planning, systems design, management involvement
and most important of: all, communications. Man-
agement by objectives are constant over a period
of time, but when changes and modifications are
being made continuously, there are enormous problems
in keeping a team all working in the same direction.
From the month the SDP ,Project Tears assembled,
weekly progress meetings were held at which progress
in each executive's area was discussed and any
changes impinging upon other areas of the project
were brought to the attention of the other members
of the Team. Three-day executive computer concepts
courses for more than one hundred members of senior
and middle management in the Bank were given in co-
operation with IB,I instructors imported from
overseas. An EDP Bulletin with each issue giving
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information in laymant s language on some aspect of
the project was issued at monthly intervals. A
Training Centre was built in the banks that had a
counter equipped with terminals. Practical training
was given to all branch staff who would be operating,
or directly responsible for, savings bank terminals
in the branches. This very heavy emphasis on the
communications resulted in practically everyone
concerned in the remotest way with the savings bank
being well aware of all aspects of the new system
before the first branch was converted. Branch staff,
who were fully occupied with their own work, felt
they were being. over-exposed to EDP, and there was
soille resentment at the fuss the Project Teal was
making. However, some minor shortcomings in the very
first conversion brought home to everybody how im-
portant an awareness of what was going on and an
understanding of one's new job in the new system
were. In the preparation period for the first
conversion, communications had been somewhat one-
sided, from the Project Team to the bank's branches.
After the first conversion, communication at the
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operating level became much easier to implement.
They do not want to get ahead of themselves, and
will next describe what a great deal had to be
done before the first conversion tools place.
Concurrent with the programming of the new
systems, the bank's property de.-,pr tment was
supervising the crection of an annex on the side
of the Head Office Building to house the computer
department and supporting services such as key-
punch, proof encoding etc. The branches were
engaged in editing --information on ledger cards to
facilitate conversion on the day their records
would be carried forward on line into the computer.,
and a section of the EDP Project Team was develop-
ing- training programmes.
There were some delays and very often acti-
vities on the PPACT network got close to critical
dates, with the project tearii staff working late
hours and on weekends to keep on schedule.
Tne first conversion took place in January
1968. There was some minor confusion on the morning
of the first day, the only distractions being
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management Iron otner urancnes coming to see the
wonders of EDP.
d) Review--it is difficult for management who
are involved in the day-to-day business of the bank
to have time to keep in touch with the development
of an increasingly complex system. This was realized
as early as 1965 when a decision was made that the
overall control of EDP would always be the full-
time responsibility of a member of management from
the banking side who would fully understand the
bank's requirements from a computer. After all,
the computer system is only a tool to be used by
the banks to provide detailed information on a
customer's transactions, or overall information on
a particular aspect of, the business which has re-
quired for decision making. only management can
decide what information is relevant and what infor-
mation is irrelevant, and it is imperative that
they. have sufficient knowledge of the operating
system and their requirements of it to be able to
specify what changes and improvements, are necessary.
The banks are now continually reviewing existing
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systems to ensure that they are kept up to date
to meet the banks' changing requirements.
Already the computer systeir has had a very
significant effect on the banks' operations;
service to customers has been tremendously improved
despite the growth in the number of accounts.
overtime has been reduced and the proportion of
staff engaged in repetitive and boring work reduced.
The noise of accounting machines has disappeared
from the banking halls and several new services to
customers such as inter-branch transactions for
savings balky depositors have been introduced.
From the experience of the British banks, we
note that the banks had anticipated the effects and
changes that would occur thus the introduction of
the Management Information System was planned with
a view to minimize and to cope with these changes.
For example, the changes in record keeping in the
banks with labour-saving devices would certainly
cause alarm among the clercial staff. Thus,
lectures were planned for the staff 's benefit.
Moreover, the staff in the new departments, e.g.,
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the computer department, were recruited from within,
rather than from without.
The result in these banks, so far, have been
encouraging. However, the barLzs should continue to
review new developments in banks overseas, so that
they can be aware of anything that could be applic-
able locally.
4.2 Recent Develoments
Currently the British banks are re-organizing
their MIS to a higher degree of sophistication. In
fact, project studies are undertaken to formalize
all information under one department. The objectives
are
a) To expedite communication.
b) To improve the quality of data--in form and in
presentation.
The HIS department will perform functions like
a) Customer accounts profitability--volumes of
loans and average balances and present them to the
lending officers.
b) Cost allocation--operating expenses will be
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allocated to different cost centres. Such expenses
include customer service, cost of various trans-
actions, unit cost of processing a time deposit or
demand deDosit etc.
c) Data centres--all data within the banks will
be kept here, and these data will be processed upon
request from management.
d) External infoiIllation--information pertaining
to competitors would also be maintained. Since this
krill require more time and manpower, this function
would come into operation after internal data have
been running smoothly.
To establich a new computer-based MIS Department
would certainly involve substantial capital cost.
Such costs would have to be allocated to different
departments in the banks, since practically every
department uses MIS.
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The importance of this MIS Department can be
depicted by the following simplified table.





M I S ManagerManager
OperatingLending
MIS will be directly under the Miailager who is
in charge of Hong Long operation, rather than under
Y ssistant 1.1anager of operation or lending. Thus, is
status in the British banks is growing si nificantly.
Top management's recognition of its importance back
in early 1960's can be best described by the follovling
quotati oil:
Management time is also a resource. Its effective
utilization depends on the quality and timeliness
of the information received. A. lack of information
at the operating level of an organization may cost
the firm some money or time, a lack of information
at the executive management level may cost the frim
its entire existence. 1
L W.K. Williams, Assessing a Company's Systems
Management Information Needs, Information Systems for
Management Con erence, (Hong Kong: M.K.M.A.,)September,
1971.
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5.0 THE AllE SRI CAN BANKS
5.1 the Need for a Management Information System
Years ago, an individual proprietor had first-
hand knowledge of his firm's operations. An owner
of a Grocer store, for ex-ample, had up-to-date
information on his current sales by surveying the
cash register transaction stubs at the end of the
day he could retrieve historical performance in-
formation by perusing the firm's inactive riles lie
could obtain the status of the firm's cash position
by counting the money on hand in the cash register
and in the sarf e likewise, he could become apprised
of the stores' inventory status by counting the
number of flour sacks in the back room and the
amounts, of crackers and pickles in their barrels, For
the individual owner, this was, in effect, a real-
1 The information in this chapter about IIIS in
the American banks in Hong long was obtained through
our interviews.
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time information required to run his business.
Though lie was sole owner, with few exployees, he
nevertheless dealt with the usual myriad of
business functions such as sales, finance, invent-
ory, purchasing, and the like.
As times changed, and the col:mipany's operation
became more complex, the owner was still faced with
managing the same basic functions such as sales,
finance, etc. His problem was, however, that as
business grew and became more complicated, he no
longer had access to the up-to-date information that
he had years earlier. His request for status infor--
mation on cash or inventory, for example, initiated
by many phone calls to his subordinates resulted in
a great deal of time and effort just to gather and
report information. In other words, though the basic
business functions remained the same during the
company's growth, the functions themselves were now
performed by entire departments of personnel rather
than individuals; the organizational reporting
structure was now formalised and resembled a large
pyramid and in sum, the communications network had
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become inefficient and slow to respond to the in-
dividual proprietor's requests for timely and
accurate information.
This is exactly what was happening with the
local iunerican banks. Its inforhlation facilities
could not cope with its fast rate of expansion.
5.2 The Data Base
All their normal commercial, administrative
and financial work is undertaken by a. computer and
this fouls the basis for their integration. The
foundation of their Management Information System.
is the data base. They use this data base for
day-to-day data processing applications and they
use the same data for management information
purposes, because they can have confidence in its
validity. Management information is not something
that is separate from day-to-day operations. There
are, of course, certain external items of information,
economic trends, marketing environment and so forth,
that need to be considered, but the fundamental
requirement is for i nform lation about what is going
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on in the banks.
There is a reality to data, but because of thei
explosive growth and numerous mergers they have been
faced with a chaos. of data. There were innumer-
able application-orientated data files and several
machine rooms, all scattered around, with no
pattern of logic except that each individual data
file served an individual application.
One problem can be illustrated by confidential
personnel information. How does one codify this on
a computer file? The American Banks' management
believe that there are certain types of data that
are not suitable for entry into a computer file,
not so much because of the confidentiality of the
data, but more because of the difficulty in coding
it. Should it therefore be excluded from the data
base? Or, putting the question another way--"What
is so magic about data on a computer? Why is data
in a filing cabinet not just as valid? in fact,
the technique they adopt is to hold this type of
data in a designated filing cabinet this filing
cabinet becomes part of the data base and represents
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the master updating location for those data elements.
There is nothing special about data on a computer;
the computer merely helps to process the data of a
company.
A characteristic of their data base is that the
activity of updating must not be an additional
activity for is Tanagers, administrators or functional
people of the bales. The updating -rimust happen as
a result of what they are doing, as a by-product of
The docuirnlentation they use may be very in-
adequate from a data processing point of vie-v'T, but
from the point of view of validity, it is adequate
if people have a vested interest in assuring that
it is correct. However, it is most clearly satis-
factory .lihen they can make the operation absolutely
dependent on the updating of the data base, and they
therefore make considerable use of turnaround
documents, direct terminal data input and other
techniques.
Their data base can be defined therefore as
the logical organization of the data of the company
with a master updating location that can be found in
it.
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filing cabinets or in operational computer files
in remote locations, and the data elements can be
repeated or copied on more than one file, as long
as the discipline of the master updating location
is maintained. If these fundamentals are achieved,
the data base transcends the sort of organizational
and managerial boundaries one finds in any
organization, and they can claim that the data base
indeed does reflect the data of the bards rather
than merely being data that happens to be on a
computer.
In order to develop the data base, the American
management has evolved a number of techniques--
techniques not necessarily new in themselves. The
important thing to them from the outset was that
they were going to develop the system in a dynamic
environment. Therefore, they had to develop an
approach which was flexible and which accepted
change. Their primary objective was not just
efficiency, rather their aim was to develop an
approach which expected and accepted change.
Change became part of the system, not something
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rejected by the syst-ern. 'rie shall briefly outline
two techniques which have contributed towards this
acceptance of change.
a) Coding structure--an important technique
is how one structures the banks f codes. The way
they are constructed, the location codes, account-
head codes, part number codes, and so forth, have
a dramatic influence on the ability of the system
to react to change. The classical method, for ex-
ample, let us take location codes, is to give a
certain major location the code say, of 100
structure the code fore the minor location 110,120
etc., so that they form a logical structure when
one sees an item coded 119, it becomes self-evident
where it belongs and what it means. This is all
right until a change conies along. ?,Then there is a
change in ors anization, another number is needed,
all the paper work has to be changed, the logic of
the coding structure is strained to bursting point,
and as a result, this whole pattern of logical codes
resists change. The other apporach is to adopt a
unicaue coding structure where each code identifies
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a unique entity but contains no ±ogic or descriptive
matter. One can always put translation tables into
the computer to provide the logic and comprehensive
descriptive matter, thus changes in logic can be
catered to instantaneously merely by providing a new
translation table.
b) User involvement--the most important aspect
of any system is that the users really do use it and
identify themselves with it. It is their system.
It is made up, not from the senior staff, but from
the men on the job performing a particular function.
It is the users who have developed it, and the
systems have benefited very substantially from their
knowledge.
5.3 The 'Definition and objectives of I.Tanage lent Infor-
ination Syste
The manage iient of the American banks define IIIS,
then, as an information system that is able to effec-
tively collect, process, and disseminate the internal
and external data vital to the business; the data
Should be readily accessible to all management levels
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at all times, and finally, the data should be accur-
ate and timely enough to be useful to management for
planning and control purposes.
The goal of MIS should be to provide management
with fast access to accurate information on the company's
complex activities with the same ease that his
predecessor enjoyed in prior years. The essential
difference between a regular information system and a
management information system, however,is that the
latter employs management science techniques to assist
management in its future planning.
To better explain this distinction, it is necess-
ary to refer to the components of 11IS, referred to in
Table 5.1. The three circles depict the three major
components, or categories, of MIS. The first category,
operating systems, are those concerned with processing
data used in the specific day-to-day operations of
business, e.g., accounts payable, billing, procurement
or production scheduling. The second, reporting systems,
generate reports that may or may not involve the output
information from an operating system. In some instances
the data are collected and entered into the computer
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Table 5.1: CO TPONENTS OF HITS
Cash Flow SimulationBudgeting














system solely to produce a management report, and
as a result are often referred to as "stand alone
systems." ie Examples of output from reporting systems
are budgets, performance reports and projections.
The third category, decision-assisting systems,
concentrate on the decision-maLing process and are
designed to help management analyse future-oriented
problems. Examples ol these systems are simulations,
models and forecasts to answer managements '"what if"
questions, e.g., "if thus and so happens to sales,
what will the of, ects be on profits?"..."If
intere st rates rise, what will happen to...?" "If
we cut our advertising budget..."If we locate our
factory here..." etc. These decision-assisting
systemS, then, are designed to aid manes ement in
their attempt to evaluate future alternative courses
of action and, differentiate a management information
sysem (MIS) from a clerical information system.
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5.1 Theanaiement Information Sstem Deartment
As we can see, the degree of sophistication in
their system is relatively high. In orde to ensure
that the system was operating smoothly and that the
appropriate reports were sent to the appropriate
departments etc., an 4IS department was set up in
1971. Its main function was to act as coordinator
between the system and management. It consolidates
data from the system, processes them into inform-
ation, then reports to top management on a monthly
basis. These reports are on account profitability,
banking group profitability, branches profitability,
cost allocation, bills report etc. The details are
shown in Table 5.2. i-loreover, the position of the
MIS Department within the banks are shown in Table
5.3. Even though it is only one department within
the Operation Division, its role in the information
system is vital.
It should be noted that TIIS in American banks
is now more concerned with internal rather than
external, data and ins ormation. External information
is usually provided by the -Research or Economics
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Department, which also presents monthly reports to
top management with respect to the industry con-
ditions.
Table 5.2: FUNCTIONS PERFORMED BY MIS
M I SLending Operation
1. Account profitability report2. Banking group profitability reports
3. Branches profitability report
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5.5 Impact of a Computerized Management Information
Sstem
Impacts of a computerized MIS can be examined in
four areas of general interest: employment, organiz-
ational structure, managerial responsibilities and
the banks' functions.
5.51 Impact on Employment
The most evident impact of a
computerized MIS has undoubtedly been in the area of
employment. Fewer clerical workers are needed to
cope with the volume of paper work, or to express. it
another way, sizable increases in the volume of
processing have been absorbed without proportionate
increases in staff. Even this, however, is not
evident in truly revolutionary proportions. Its
full force has undoubtedly been masked by two
important factors. First, the steadily growing
volume of work processed by the banking system has
offset the increase in operator productivity.
Second, almost every automating bare has adopted
a no-layoff policy. A U.S. Congressional Committee
report of June 1961, states Automation has
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apparently proceeded slowly enough so far to allow
normal turnover to disguise. some of its effects.'rl
High turnover rates characterized virtually all the
operations converted to computer processing, and
lower employment levels were achieved by a freeze
on new h:irings. So, in a sense, future job openings
are being curtailed.
The impact of automation on the quality, rathe
than the quantity, of employment, is no less contr-
oversial. At one extreme is the view that the
computer takes over the monotonous, repetitive
elements of clerical work, permitting employees to
devote more of their working time to the challeng-
ing and creative phases of their jobs. Automation,
in this view, results in an upgrading of jobs and
employees. At the other extreme, automation is
seen as a force downgrading jobs by making routine,
simplifying, and reducing the skill levels of
employees. Here again, the differences in opinion
I U.S. Congress, Impact of Automation on
Employment, June, 1961, p. 13.
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can be traced to differing perceptions of computer
usage and the employees affected.
Although the issue of upgrading or downgrading
was not investigated in any detail for this study,
we could not help but form some impressions from
visits to these American banks and the interviews
with the officers. It appears that automation
introduced a number of new, higher-skill jobs at
the lower hierarchical levels of bank operating
personnel. The programier and the console operator
are typical additions of this kind, but they
constitute an extremely small number of jobs in the
banes. For the vast majority of affected
employees, however, automation has done little, if
anything, to upgrade jobs or the skill levels
required for their performance. To the extent
that white-collar work is considered higher-status
employment, the advent of the "paper factory" may




The introduction of automation was
often accompanied by the establishment or expansion
of staff departments or sections. Therefore, there
was the emergence of departments like an MIS
Department. Responsibility for the routine oper-
ation of computer systems, once installed, was
generally left to the existing operations depart-
ment. Only relatively minor changes, at the lowest
hierarchical levels, were generally made in the
line organizations. These were primarily minor
modifications needed to reflect the elimination of
bookkeeping departments and the addition of computer
operating personnel. However, broadly speaking, its
impact on formal organizational structure has been
conspicuous by its relative absence.
Whether centralization or decentralization
will accompany, is still widely debated in the
literature. Ida Moos, for example, concludes that
..the development of .automated data-processing
has reversed the trend towards decentralization in
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many firms." 1 Anshen also concludes that, on
balance, '...the marked trend toward decentra-
lization of decision-making in large organizations
2
probably will be slowed and in part reversed.
He is quick to add, ho iever, that changes in
organizational structure depend on the purposes
of autoaation. I decentralization were insituted
primarily to place responsibility where the relevant
information was available, modern data-processing can
readily remove this constraint on the other hand,
...centralized processing--designed to take advantage
of the economics of computer hardware--does not
necessarily remove the possibility of returning the
computer's output to managers in field locations
for their administrative use."3 Our findings. both
Ida R. Hoos, "The impact of Automation on office
Workers, 11 International Labour Review, 1968, pp. 368-388.
Melviln Anshen, "Managerial Decisions," Automation
and Technological Change, 1962, p.80.
3 Ibid., P.81.
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empirical and conceptual, tend to support Anshen's
argument. It is management's intent and purpose
in exploitation, that shape the impact of a basic-
ally neutraltechnology.
5.53 Manaerial Functions
In the American banks greater em-
phasis is being placed on sy ste-as-analysis skills
and training in most of the ban s intervievied.
For this reason, there is a tendency to divorce the
design of ne i systems from their routine operation.
Staff officers are charged with the former so that
line supervisors can devote their full attention
to the latter. In all these banks there was similar-
ity in the respective backgrounds of the staff and
line officers. Staff departments were wholly, or
mostly,recrutied from outside the banking system,
whereas most line officers had a ban. ing bac,ground,
which gains importance as the emphasis on cost-
reducing applications becomes greater.
one common impact on all ozzicers directly
associated with automation is already evident--
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automation provides a distinct rise in status.
Once a second-class citizen in most banks, the
operations officer is now gaining stature. In
some banks, tangible evidence, in the form of
salary and title attest to this rise. In others
it is only reflected in opinions given during our
interviews. Almost every operations officer, and
the majority of credit officers interviewed by us,
felt that status of operations and its personnel
had risen with the advent of the computer; that
recrutiment of operations officers among college
graduates has been greatly stepped up in the past
year or two. The higher standing of operations,
coupled with greater promotion opportunities in
this field, are generally credited with attracting
new recruits. Our observations, however, fall
somewhat short of the charismatic qualities Ida
Hoos attaches to the new office elite."
Because these men are intimatley associated
with the giant brain which possesses marvellous
powers, they themselves are genrally regarded
endowed with magical qualities.
1 Hoos, op. cit.
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The discussion of changes in managerial
functions has focused on operations and staff
officers directly associated with the new tech-
nology. What about the excutives in other banking
functions? They have been almost totally un-
affected by autoil,,ation. Some reports or summaries
they rely on may be changed in format or frequency,
but no major changes in their pattern of operations
is yet evident. Kany feel that they would like to
learn more about computers and their capabilities,
but they do not feel that this knowledge is an
essential prerequiste in the performance of their
job. Senior management officers, in particular,
foresee a growing need for greater understanding
of the computer in the. futureo
5.54 Bankin Services
Commerical banks, like any profit-
seeking business enterprise, have modified and
adapted their repertoire of services over the years.
The computer presents the automated bank rvwith an
almost unlimited range of potential services from
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which to choose. Considerable variation in baners'
attitudes as to what consitutes proper or desirable
banking services is evident at present. The capacity
to broaden services almost indefinitely is, however,
clearly exploitable.
It is highly probable that as exploitation
paths are extended we shall witness an ever viider
range of services performed by the commercial
banking system. This will brine banks into cozlpetitioi
with other service businesses but will also lead to
closer relationships with many of their depositors.
A form of subcontracting may well shift entire phases
of record-keeping or bookkeeping operations from the
depositor's premises to the bank's. The complete
payroll services performed by some banks are an
early indication of this trend. These services also
point up the exciting potential inherent in the
interchange of information between the bank and its
customer, in machine readable form. The exchange of
magnetic tapes, or even direct communication between
computer systems, would not only eliminate mountains
of paper work, but could also dramatically alter the
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servicing function of the bank.
The commercial bank's trust department is
another area highly suited to expands computer
applications. Considerable advances in investment
planning and optimizing portfolio mixes are clearly
indicated. Furthermore the banking system's ex-
change range of services need not be aimed at the
corporate depositor solely. A recent tongue-in-
cheek Fortune article described a miniature
computer, TWITCH (The Warning Impulse Timing and
Computing Haversack).1 This versatile gadget,
strapped on the back of each automobile loan
installraent, computes the holder's income-tat.
liabilities, alerts him to impending birthdays,
anniversaries, insurance-premium payments, and
performs a host of other services. The long list
of personal services depicted in the article
(despite the humorous treatment) made us consider
the many services an aggressive bank could well
offer its depositors.
John Slate, the Darning Impulse Timing and
Computing Havesack (TNITCH), Fortune, IX1X, No.
(May, 1964), p. 157.
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6.0 THE C0HPAIRISON
Aster having gotten a general idea of how
the Chinese, British and American banks operate
with respect to their T''r,IIS we shall try to make
a comparison among th ern.
5.1 organization Structure
The conventional hierarchy among these banks
is a well-tried method of organizing large
assemblages of interacting human beings. A
logical network of posts is devised, and people
are logically selected and trained to fill these
posts. In its pure form this bureaucratic organ-
ization has advantages of escaping dependency on
the absolute rule of an individual and "the dea
W.W. Jackson "The Effect of the Computcr
on Organization Structure,"Information Systems for
Hanagement Conference, (Hong Kong:H.K.V.a.), September,
1971.
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hand of the past." It also has disadvantages,
such as a possibly slow response while people
argue and discuss instead of jumping to the orders
of an undisputed boss. This hierarchical structure
is characterized by a "tree-like" form whose branches
grow when a manager subdivides his job and delegates
some of his duties to subordinates. (Table 6.1).
Within the tree structure, there are three classes
of participants. First there is the top level of
leadership, the men who are actually controlling the
direction of the business. Secondly there are the
rank and file, the operatives who are, as it were,
the front line of the organization in direct contact
with customers. Thirdly, the middle management, who
carry out the directions of the leadership and
supervise the activities of the rank and file.
Broadly speaking, these three types of banks
all have the features of organization described
above. They have-this kind of bureaucratic organ-
ization with approximately three levels of hierarchy,
namely, the top management, middle management and
the rank and file. Furthermore, the organization
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of these banks is structured into two ruin
categories, the lending and the operation. The
functions of these two sections have been dealt
with in great detail in the previous chapters.
5.2 Role of MTS in the Banks
The Chinese banks have a more informal MTS.
Different departments maintain their own records
and files, and give information from the files
when required by the top management. In other tiiords,
they do not have a centralized department to handle
all this information. Thus, sometimes it is time-
consuming for information to reach top management.
Toreover, this may result in piles and piles of
reports on the desk of the top management.
Furthermore, their system is handled manually.
They feel that it is not yet`cost--justified to
install computers. Probably they are quite right
in this respect, because their capital is not as
big as those of the American or British banks
furthermore, their business volume is relatively
small, especially in comparison with the British
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banks in Hong Kong. At this stage, business trans-
actions can still be handled manually.
As for the British banks, they are in a transi-
tional stage. They are in the process of change from
a decentralized manual 11IS to a more sophisticated
computerized system. At this time, it is still
early to assess the result of their new system.
However, the system is doing its job well, and the
results as of now are promising and encuraging
enough. The British banks, in the early 1960s,
anticipated rapid expansion and growth in Hongkong
industries, especially the banking industry. In
order to handle a larger volume of. business and to
have better services to customers, they initiated
the computerization of the whole bank, which in
turn, helps to facilitate the information flow
within the banz. They recognized the importance
of T IS,--the importance of information to the top
management thus they ventured to undertake such
a great change. Their attitude can be described
as changing from the old-fashioned conservative
to a more aggressive style. In their process of
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change, they have managed the impact that followed
change quite well. They anticipated certain un-
favourable effects on the employees, thus they
reoriented their employees in this aspect. However,
as mentioned earlier, it is still too early to assess
the result.
The American banks are more aggressive with
respect to their MIS. This is probably because they
have the advantage of the experience of their main
offices in the States. Long before the British
banks computerized, they already had a well-rounded
information flow. With the set-up of MIS, raw data
from the front line is fed into the computer in
unfiltered, undistorted form. From the MIS, these
data are processed and distilled into valuable
information for top management purposes. The
processing'job is done with the help of the computer,
Thus the computer plays an important role in
their MIS.
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In the (final analysis, We can identity the





Chinese banks British banks American banks
It does not imply that the American banks
have reached perfection in their MIS. The diagram
only illustrates that the American banks are more




Is there really a need for an information
system for management? Does this area represent
a true requirement or is it simply a by-product
of the computer and of the awareness that computers
can, in theory, do the job?
All the people we interviewed answered these
questions affirmatiuely. There is a significant
and eviclent need for better information systems,
not only for management but in other areas as wwiell.
The recent years have seen profound changes
affecting the conduct of businesses, organizations,
industries and nations. Many of these changes have
influenced the fundamental bases of our social
structures, and in turn, the relationships among nations.
Both the degree of change, and the rate of change
have been significant. In the past, significant
changes were measured in the elapsed span of several
generations. Now, changes occur during part of one
generation's lifetime.. The example of the Industrial
Revolution has often been used to dramatize the
change from manual methods to machine methods for
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performing physical tasks. At the time, the trans-
ition was noticeable, but because of the long span
of years, perhaps not overly dramatic, except in
perspective. By contrast, the transition from
manual methods to machine methods for processing
information has been rapid and consequently dramatic
in its impact. Not all of the impact of change
originates with computers, of course. But computers
affect both the reality and the potential. Many
nations have evolved to the point where a large
proportion of the work force consists of clerical
workers, managers and others whose daily jobs are
involved with the 'handling of information, with
and without computers. As the iwwrork has changed,
organizations have become bigger and more complex.
So have the problems. The immediate and practical
consequence is that it is almost impossible to
handle the requirements of the organizations without
aids of some kind. Since information is the commod-
ity involved, it is clear that it is the computer
that can assist in bringing this under control. But
computers, elaborate systeLis, and operational
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efficiency are not enough. It will still be
essential to exercise human judgement and under-
standing, and to apply the appropriate values. Large
organizations, whether industrial, political or
service, affect the social structure in which they
exist. It is important for these organizations to
have goals which are not just self-seeking and
selfish in nature, but are beneficial to the enviro-
Tent--of other organizations and of society as a
whole. In attempting to define the characteristics
of an information system, we must not forget the
purposes of the particular organization itself.
Because an information system, even with all its
parts- computers, inter-faces, terminals, data-base--
functioning well, is not self-justifying. It is a
tool of exceptional potential and promise, which will
permit us to achieve those goals that we set for
ourselves. This presents new responsibilities for
everyone, new opportunities for success and new
consequences of failure. There may be errors along
the way, but we will, in time, select the proper
goals. We must, because we will soon have the means
for achieving them.
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7.0 A CONCEPTUAL MODEL
7.1 Assessing a Bank's Management Information Needs
As a prelude, it is first necessary to recognise
that an organization has different types of infor-
mation serving many different purposes. This is
illustrated in Table 7.1. The implications of this
are that, since the scope of manage. ent reporting
needs is quite varied, the differences in types and
uses of data necessitate different data inputs and
outputs, and even different reporting speeds for
users at various levels in the organization.
For example, personnel at the operating level
require primarily detailed activity reports in order
to administer the band-z's day-to-day activities,
whereas, at the strategic level, executive management
requires concise analytical reports as an aid to
their future planning. -At the executive level, a
greater need exists for external or environmental
information, (e.g., data on the econoray, the
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Table 7.1: SCOPEOF I-IA i GEM,A`1:'. w' PORTINGNEEDS
S i at,e gi cF'unc t ions
Lo:el
aly-Prei+uture Exec.11an-
t:i.calIlr:1t. ningaictiv(,.V j eporttfData 7
ii ,i i




operatingActivityAdminis-Opel at- Historical` operating
iTanagcment tration 1eportinC ,,Level
Data
ActivitA.s OutputInput UsexInformation
'4'+. ILO ,'Assess1riL a vonipany's iyszem/ 4anagerieni .Ln:orma-G3on
Needs, Information Systems for Management Conf erenc- (Io4g Kong: H. K. MMI. A.,),
September, 1971. s,t i
96
stockholders, or colpetitors) with information on
the organizations' internal operations. Peco nition
of the different types and uses of information is an
important preliminary step in determining management
information needs.
7.2 Framework of MIS Design
The Ley of good design is a thorough under-
standing of the major decisions managers make at
various levels in a company, because it is these
decisions that define the kinds of information
required, and hence define the basic parameters of
the system itself. An information system should
be designed to focus on the critical tasks and
decisions made within an organization, and to
provide the kind of information that the manager
needs to perform those tasks and make those decisions.
We have presented this approach in the fraae-
work shown in Table 7.2, which diar alms the major
determinants of MI design and their relationships
to one another. 1 These determinants are:
i Zani,op.cit.pp.95-100.
97
Table7 . 2 : BLUEPRINTFOR MIS DESIGN
DECISION ANALYSIS
GENERALBUSINESS STRATEGICENVIRONMENT: NEW RESOURCES PLANNING
marketopport- FROM IMPLEMEN ORGANIZATION DECISIONS:
- TINGPLANSunities, risk , STRUCTURE: Policies

























RESOURCESAND NEW STSTEMS MISEXISTINGMIS
( FORMALAND MIS










Management and decision-making processes.
Available technology.
Available information sources.
These are the factors that should determine the
characteristics of information provided to management,
and therefore the design of the system itself,
Of the :Zany theoretical frameworks that we have
come across, vie definitely prefer the one presented
by William H.Zani,"Blueprint for MIS." H Therefore,
the analysis below relates primarily to Zani's model.
The upper left quadrant of Table 7.2 indicates
that the bank strategy is a blend of internal bank
resources with external forces--market opportunities,
risks, and competitive activities. The general
strategy Bien deterraines organizational structure
and also the practical strategy for augmenting the
bank's resources with new ones via short- and
long-ran ge panning.
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Tile study 0F banJ strategy has occupied rllany
books and journals, but the implication of corporate
strategy for HIAJ design has largely escaped
attention. Strategy should exercise a critical in-
fluence on information system design, to ensure
that the resulting system is on the same 111wave
length as the company as a whole. If, for example,
a bank changes its strategy so that its MIS focuses
on factors no longer relevant--if it now urgently
needs cash-low data, say, and the system can only
provide formerly needed sales data, for example,
then the system is no longer valuable. Strategy
dictates bank!.s. ..explicit objectives for.-system design.
7.21 lie y Success Variables for MIS
Oplpportuniti es, risks, competence, and
resources, plus the strategy derived from them, yield
the bank-'s organizational structure. This structure
subdivides the essential tasks to be performed, assigns
them to individuals, and spells out the interrelation-
ships of these tasks. these tasks, and the organi-
zational structure they compose, determine the various
information needs of the bank.
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Internai resources, xsternal forces, strategy
and orUanizat .onal structure are the key success
variables on ohich a bank must score high if its
MIS is to succeed.
The key success varlaoles n une ci e Key ass
of the bank and thus help identify the priorities
for information system development. The system
must provide information that makes the individual
manager's performance of these tasks easier and
be Ater.
7.22 Decision Analysis
The only way to isolate the specific
information requirements of individual managers is to
isolate the natL-ure, frequency, and interrelationships
of the major decisions made in the co-mpany.
One can as: a series of questions which will
help isolate the specific information requirements
for these decisions:
Vjhat decisions are made?
What decisions need to be nade?
What factors are important in making
decisions?
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How and when should these decisions
be made
What information is useful in making
these decisions?
It is obviously not possible to answer all these
questions for every decision made, in even the
smallest banks. But the key success variables help
identify the c Major decision areas for detailed
analysis.
The decision-making section of the framework
is divided into three segi?gents--strategic planning
decisions, management control, and operational
control. Examples of activi-des falling under these
headings are given in Table 7.2.
It is particulary i nportant and useful to
recognize these three distinct subprocesses of man-
agement in information system design, because each
requires different types of information and analysis.
Decision analysis should filter information
requirenients for the appropriate management sub-
process. Thus far, then, the framework makes
explicit
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objectives dictated by strategy





The field of information technology has under-
gone and will continue to undergo rapid change.
one funnel in Table 7.2 symbolizes the influence of
change information technology, and also of infor-
mation sources (and turn development), on the deve-
lopment of information systems. Through this funnel
are added new methods of processing and storing data,
new :,models, changes in computer and peripheral
equipment, and changes in the costs of hard vare and
software development to the design, process. These
generate new system ideas and make them feasible.
The barrel labeled Bank ins orati on resources"
is a reminder that new systems cannot and should not
be developed in the abstract. Existing systems and
practices cannot be changed overnight, and man. tines
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it is too costly and risky to change the existing
systems radically. Proposals for system changes
must also consider the level, quality, and kinds
of skills present in the data-processing group.
And finally, of course, the computer configuration
is fixed in the short term and May be difficult
and expensive to alter. New systems must therefore
be designed and developed with the lLmitations and
constraints of the old systems clearl in mind.
7.4 An Ideal, Not a Recipe
The framework we have montioned helps managc-
ment structure MIS so that it can and gill influence
the decision-Lmaking processes in the critical areas
of the ban. However, vie do not offer this frame--
Tory as a panacea that will solve all of the bang' s
information problems, nor as a step-by-step prodecure
for tiie whole desi process. V e offer it as a
concept--an ideal--of how top mana ement should think
about the viliole question of the management information
system.
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Its application does not guarantee that man-
alters at all levels will be fully informed at all
times about all matters important to the organiza-
tion. This is obviously impossible. Further, there
is nothing about the framework that implies that
management can create a :finished system by a single
masterstroke of planning and development. Quite
the contrary--the framework is only a guide to be
used in the ongoing process of creating useful
systous large or small, simple or complex, for





The real benefits to be obtained from computers
are in the solution of problems that could not be
resolved witgout them. They add new dimensions to
management's control of the business. Top Manage-
ment who appreciate this, and do not think of their
embryonic system as a means of mechanising payrolls
and debtors' ledgers, has a chance of realising the
potential. Central data systems carry penaltoes as
well as benefits; they can be most inflexible if
wrongly applied or badly designed, and their very
high cost must be critically measured against
benefits on the one side, and upheaval on the other.
The arguments in favour of installing a major system,
which preciously inclined heavily towards cost
reduction (saving of clerical labour, smaller
inventories, etc.) are now more likely to be animed
positively at increasing profits through operations
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research and similar techniques, ,.wh_ich can lead to
a more effective planning and control. Nevertheless
comparative operational savings are still important,
remembering the estimate (quoted by Brandon) that
an arithmetical problem whicn cost US5OO if done
by unassisted man-power, could have been done by
computer in 1951 for U,$25, in 1959 for US$2, and
today for US$0.20.
I. he external reasons for chap ge are perhaps
obvious. Top management however must be confident
that they themselves are enuienly -Yrilling to accept
change, and that they are capable of inspiring he
same acceptance in their people. They dust have
sufficient knowledge and appreciation of Lire cap-
abilities of an information system to decide whether
or not an initiGLl study is justified. This implies
clear-headed appreciation of the co nlitment of self
and resources which will be needed.
lG.yStrick ancl, "Top Ilanab enienc's InvolveLlenL-
in Information Systems," Information System for
Management Conference, (done Kong: =H.K.M.K.),
September 1971.
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5.2 Future Outlook of Management Inormation syster
What then, are the general expectations for
MIS in the 1970's? It is clear that private industry
will accelerate progress toward information systems
that assist higher levels of management than in the
past. It is also clear that the current leaders in
the industry will become even more advanced than they
are today, and that late starters will be able to
learn from history and gain from the experiences of
.
During the next decade, though it may seem hard
to believe for those involved in modern-day business,
we shall see less paperwork. This is as a result of
automating manual and clerical operations, producing
more summary and exception reports, making use of
graphical reports, and utilising more electronic
displays. There will also be increased emphasis on
corporate-wide systems, and in some industries, such
as banking.Where lame investments are made by many




on the economy or domography, etc.,ws are already
witnessing industry- wide Systems, where information
service companies are created to provide enviornmental
data to a number of subscribing members.
For Managers, MTs, with its faster, more accurate
reporting, will result in a broader span of control,
will accelerate trends for More centralized authority,
will result in much broader decision-assigning data,





1. HOW was your bank growing for the past ten
years and how do you foresee future growth?
2. what is the organization structure of your
bank?(Describe briefly).
3. Is there any communication problem withinthe bankingstructure?
4. Does your bank have X.D.P. equipment?
II. MANAGEMENT INFORMATION SUSTEK
5. what is the role of information in your bank?
6. How are information flowed within the banking
structure?
7. What is a MIS?
8. Is there really a need for a MIS?
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9. Does your bank have, a formal MIs department?
Yes
No
When was this department established?
In year
Is there an employee been assigned
responsibility for the MIS function?
No
Yes
What position does he hold?
His position is
10. What is he role of computer in MIS?
11. Does this area represent a true requirement
or is it simply a by-product of the computer
and of the awareness that computers can, in
theory, do the job?
III. OBJECTIVES, FUNCTIONS OF MIS
12. What are the objectives of MIS?
13. Are they specified in writing?
14. What are the functions of MIS?
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IV. MIS MEl MEMBERS
15. How many persons are there in your bank
being responsible for the MIS functions`?
16. From what source do you drawn your MIS r members?
17. What are the academic or proYessional
qualifications of your I I members?
l8. Is there any training program -provided for










V. METHODS AND REFORTING
9. How often do the staff iaembers prepare
information?
20. Do they follow a fixed schedule?
21. What are the sources of information?
22. How are data processed?
23. Where will the information go?
24. In what form are they presented?
25. Are there any findings or recomuendations
accompanying th
26. Are these findings or recommendations
reviewed by manaement of higher level?
No
Yes
They are reviewed by
Head of operations department
Head of the bank
Head of Lending department
One of the members of higher-level
management
A group of high-level management
Others
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VI. PROBLEM S IN





28. What impact does a new MIS have on the bank
(if your bank is or has introduced a MIS)?
VII. FITIRE OUTLOOK
29.What do you think will be the future development
of MIS especially in b ankinb industry?
30. Is your bank l s policy regarding geared
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1香 港 中 ， 英 ， 美 資 選 銀 行
管 理 信 息 系 統 之 比 較 研 究
管 理 信 息 系 統 是 人 ， 文 件 ， 通 訊 ， 裝 備 ， 程 序 等 系 統
的 組 合 ， 用 來 搜 集 ， 記 錄 ， 比 較 各 部 門 資 料 ， 加 以 歸 納 ，
分 析 ， 簡 化 來 達 到 組 織 的 目 的 。 即 是 以 人 力 ， 財 力 ， 及 其
他 資 源 ， 來 幫 助 計 劃 財 政 預 算 ， 控 制 及 解 決 組 織 的 一 切 行
政 方 針 。 ─ 節 譯 於 M.H.Schwartz-The United States Society for Management
Information Systems,”What is a Management Information System?”Research Report No. 1,1970.
本 文 係 根 據 香 港 中 ， 英 ， 美 資 商 業 銀 行 的 管 理 信 息 系
統 ， 來 分 析 及 比 較 各 銀 行 的 組 織 ， 結 構 系 統 的 重 要 性 ， 和
2將 來 的 展 望 , 仍 為 建 立 管 理 信 息 系 統 的 藍 本
一 九 五 零 年 代 香 港 銀 行 只 設 總 行 , 一 切 對 外 收 支 及 對
內 行 政 , 均 在 同 一 地 點 施 行 , 故 管 理 甚 為 方 便 , 一 九 六 零
年 以 後 , 銀 行 分 行 如 雨 後 春 筍 遍 設 港 九 各 地 區 , 因 管 理 上
之 需 要 , 而 有 管 理 信 息 系 統 之 預 備 , 以 輔 助 控 制 管 理 各 分
行 之 業 務 , 並 連 繫 各 行 隨 時 隨 地 所 發 生 之 信 息 及 資 料 。
香 港 銀 行 根 據 現 行 制 度 及 創 辨 者 , 可 分 為 華 資 , 英 資
, 與 美 資 三 大 類 , 今 試 就 此 三 類 銀 行 的 管 理 信 息 系 統 作 一
比 較 。
一 組 織 : 各 類 銀 行 皆 採 用 中 央 集 權 制 , 董 事 司 為 最 高 指
3揮 , 控 制 一 切 行 政 及 業 務 措 施 , 底 層 為 對 外 接
觸 的 工 作 人 員 , 接 待 應 付 一 切 顧 客 的 需 求 , 而
中 會 則 為 一 大 批 行 政 工 作 人 員 , 推 行 董 事 司 所
決 定 的 一 切 工 作 , 並 搜 集 各 部 門 資 料 , 加 以 分
析 , 歸 納 整 理 之 後 報 告 上 峯 。
二 . 工 作 : 華 資 銀 行 的 管 理 信 息 系 統 并 □ 十 分 發 達 , 各 部
門 均 有 獨 立 資 料 收 存 , 且 各 部 門 資 料 之 傳 遞 ,
皆 由 人 力 處 理 。 一 九 六 零 時 , 英 資 銀 行 開 始 有
較 保 守 性 的 管 理 信 息 系 統 設 備 , 以 輔 助 處 理 各
分 行 的 事 務 。 美 資 銀 行 則 有 籍 □ 的 管 理 信 息
4系 統 , 完 全 用 電 腦 控 制 , 其 各 分 行 的 狀 態 , 資
料 , 消 息 傳 送 , 及 其 他 各 部 門 工 作 均 以 設 備 代
替 , 在 極 短 時 間 內 可 以 一 目 了 然 , 得 出 結 論 ,
所 以 成 為 管 理 上 不 能 缺 少 的 一 份 子 。
三 展 望 : 管 理 信 息 系 統 目 前 在 比 較 大 規 模 的 銀 行 中 已 是
十 分 重 要 的 組 成 部 份 , 工 作 的 繁 重 與 銀 行 業 務
發 展 成 正 比 例 , 因 為 有 完 善 的 管 理 信 息 系 統 設
備 , 可 使 銀 行 各 部 工 作 順 利 快 捷 進 行 , 促 進 銀
行 業 務 的 擴 展 。
要 明 白 管 理 信 息 系 統 , 首 先 須 理 解 比 系 統 的 工
5作 範 圍 。 管 理 信 息 系 統 的 工 作 範 圍 , 可 分 為 三 階 段
一 現 在 狀 態 的 研 究 , 對 各 部 門 現 時 狀 態 的 報 告 , 加 以 詳
細 研 究 及 分 析
二 預 測 將 來 的 進 展 : 由 現 在 狀 態 的 報 告 中 推 測 將 來 可 能
發 生 的 後 或 演 變 。
三 環 境 及 其 他 組 織 的 利 害 關 係 , 同 業 勁 敵 及 利 害 關 係 ,
環 境 影 響 , 及 社 會 經 濟 狀 況 , 均 可 獲 得 深 入 了
解 及 提 供 應 付 方 針 。
管 理 信 息 系 統 的 結 構 因 素 包 括 外 來 的 資 源 , 如 機 會 ,
競 爭 及 環 境 ; 內 在 的 資 源 如 人 力 , 財 力 , 經 驗 。 比 兩 因 素
6推 動 銀 行 的 行 政 , 形 成 銀 行 的 組 織 , 由 各 組 織 部 門 所 收 集
的 資 料 , 而 決 定 了 管 理 信 息 系 統 的 結 構 。 管 理 信 息 系 統 目
的 在 收 集 資 料 輔 助 行 政 主 管 決 定 及 處 理 銀 行 一 切 行 政 , 而
上 述 三 階 段 的 工 作 範 圍 , 由 於 各 部 資 料 分 門 別 類 , 甚 為 繁
雜 , 故 一 個 主 管 人 員 在 搜 集 存 放 資 料 之 前 , 應 決 定 所 需 要
的 是 甚 麼 ? 何 時 ? 何 地 ? 何 事 ? 然 後 把 這 些 資 料 彙 集 , 加
以 整 理 , 分 析 , 解 各 , 而 歸 納 起 來 作 為 決 策 基 礎 , 此 □ 為
藍 □ 的 理 論 。
香 港 銀 行 的 信 息 管 理 制 定 , 由 人 手 , 人 力 , 人 腦 收 集
, 傳 送 , 判 斷 , 整 理 , 不 斷 進 展 而 成 為 今 天 精 細 的 管 理 信
7息 系 統 , 實 為 管 理 上 最 大 的 貢 獻 。 因 為 它 擴 展 各 部 門 的 管
理 , 集 中 各 部 門 的 資 料 , 發 現 錯 誤 即 予 糾 正 , 易 於 控 制 ,
節 省 人 力 , 財 力 , 時 間 而 收 準 確 及 快 速 之 效 。 以 後 十 年 內
, 管 理 信 息 系 統 將 不 斷 發 展 , 而 且 普 遍 被 採 用 , 此 系 統 雖
是 以 機 器 代 替 人 力 , 但 還 需 加 上 人 性 智 慧 的 判 斷 , 故 管 理
信 息 系 統 的 主 腦 者 更 應 視 環 境 , 社 僧 情 形 , 時 代 的 進 展 ,
加 以 配 合 , 那 就 會 進 入 更 臻 完 善 的 境 界 。


